M y objective today is to provide a practical suggestion of how an organization can get started to meet its occupational health responsibility in an effective and efficient way.
The simplest way for me to do this is to outline the way our company begins to work with a client who seeks assistance in establishing or improving its occupational health effort Though the approach must be tailored to the client's specific needs, the underlying philosophy is basic, and perhaps, this will stimulate some ideas which you can use in your organization.
With this afternoon's emphasis on efficiency it seems appropriate to point out that the most important factor in measuring efficiency is effectiveness. A low cost, ineffective program is not efficient May I also stress that my emphasis on the organizational aspects is in no way intended to convey a lack of understanding that medicine is the heart of an occupational health program. My colleagues on the panel will address the professional aspects while I limit my remarks to organizational matters.
EEHI
Before beginning I would like to offer a brief word of clarification about our company's identification. Equitable Environmental Health, I nco is the newly formed successor of two firms -Tabershaw/Cooper Associates and Environmental Analysts. We are a wholly-owned subsidiary of The Equitable Life Assurance Society of the U.S. and form the foundation Presented at the Soutneastern Occupational Health Conference. Memphis, Tennessee. October :xJ-November 1. 1975. 10 of The Equitable's move into delivery of environmental health services. The name conveys our conviction that concerns for employee health, community environmental health and customer safety are points along a continuum of concern for the effects of modern technology on the health of people. Meeting this responsibility requires a comprehensive and coordinated approach for identification and control of these effects on all individuals whether they are employees, neighbors or customers. With the formation of double EH, The Equitable is now positioned to participate in the delivery of professional services spanning this fu II spectrum of environmental health. So, whether you know us as TCA, EAI or Equitable Environmental Health, we're all the same people. We've just formed a bigger family which enhances our collective capability.
OCCUPATIONAL HEALTH AUDIT
This afternoon I will describe our Occupational Health Audit It's a medical management technique designed to provide for the orderly collection and analysis of information necessary to the development of an effective and efficient occupational health program. Its purpose is to define existing requirements, inventory existing capabilities, identify gaps between requirements and capabilities, and recommend the best procedures for meeting health needs in the organizational setting.
This procedure is appropriate both to the organization which has no comprehensive program, but recognizes the need for one, and to the organization with a long established program. but wants an objective appraisal of its efforts. As in all other areas of management responsibility -financial, personnel, major engineering projects -there is a need periodically to submit the efforts in occupational health to an independent, objective review to assure that provincialism isn't causing ineffectiveness and inefficiency.
PHILOSOPHY
To fully appreciate the justification for the Occupational Health Audit, it's necessary to agree on basic philosophy. The underlying purpose of an occupational health program is well stated in the opening paragraphs of the Occupational Safety and Health Act of 1970 -..... to assure so far as possible every working man and woman in the Nation safe and healthful working conditions ..... To accomplish this, the Act places on the employer the responsibility to " ... furnish each of his employees employment and a place of employment which are free from recognized hazards that are causing or are likely to cause death or serious physical harm to his employees .." This is more than a statement of National policy by Congress. It's a sound guide to the development of an effective and efficient occupational health program, since the best way to assure good health is to prevent illness from occurring wherever possible.
It follows that the development of a meaningful occupational health program begins with the definition of potential hazards and an evaluation of each worker to determine which procedures need to be applied to best assure that his health is not adversely affected. Once potential hazards are identified, appropriate steps can be taken to assure maximum control at the source. Once individual characteristics of the workforce are identified, appropriate work practices and medical surveillance techniques can be specified. With the requirements defined appropriate staff and program can be ascertained. To the health professional this may sound like a statement of the obvious, but too often in today's cacophony of government regulations and sudden awakening to a newly defined responsibility, we see this shibboleth of occupational health overlooked -even by some health professionals.
HIERARCHICAL ORGANIZATION
But simple reaction to this basic truth is not sufficient when dealing with the hierarchical organization. To the programmatical factor must be added the influences of policy communication and organizational structure. To deal properly with occupational health responsibility in today's organizational world requires that thoughtful executive policy be stated clearly to operating management through easily understood program elements and with the support of an appropriately structured professional staff. These three elements-Occupational Health Nursing, February 1976 policy, organizational structure and operating program -constitute effective and efficient occupational health management TEAM APPROACH Just as the management of occupational health requires orchestration of occupational medicine, industrial hygiene, safety engineering, insurance management, and health administration, so the occupational health audit requires a team approach. At double EH we structure the team appropriate to the size and nature of the situation being reviewed. At a minimum it consists of a Board Certified Occupational Physician and one other health professional. It's not unusual for it to include-besides the physician-an industrial hygienist, a safety specialist, an occupational health nurse and a program administrator.
BEGIN WITH HEADQUARTERS
Functionally, we use both the personal interview and questionnaire for the information gathering phase of the audit. When dealing with the multi-plant corporation, the audit begins at headquarters with a collection and review of all written policy statements and standard operating procedures relating to any of the aspects of the health and safety activities of the organization. All executives holding responsibility for any of these are interviewed. Here we are concerned with accountability for such elements as toxic substances inventory and safety data, first aid and emergency treatment, catastrophe planning, physical examinations, hazards monitoring and control, plant medical facilities, biological monitoring, hearing and sight conservation, employee health records, safety and loss control, workmen's compensation administration and any other such activity related to health safeguards.
PURPOSE
Our purpose is to discover how executive management views its responsibi lity, and how that conception is commu nicated to operating management. We believe that statements of policy have a strong influence on operating management's response to its responsibi lity and therefore must reflect the reality of today's requ irements.
STAFF STRUCTURE
In a like manner, the structure of the corporate staff should provide the synergism required to address occupational health concerns. Though there are a number of exceptions, in too many American organizations, responsibility for medicine, industrial hygiene, safety, insurance claims administration, technical information, labeling, and regu latory agency relations is fragmented and delegated to several different executive managers. All of these functions 11 THE OCCUPATIONAL HEALTH AUDIT (continued) require a focal point which assures accountability and coordination. This is necessary not only to assure efficient management, but to assure that occupational health considerations are communicated directly to decision makers without passing (as Dr. Clifford Keane put it recently) ..... through the potentially biased filter of one or more persons who perform another staff function..... Health imperatives must flow into the normal business decision-making process in a way which will afford them equal consideration with other management concerns. In short, occupational health must have a constituency in the organizational setting.
QUESTIONNAIRE
While the review of corporate concern and effort is underway, operating plants are surveyed by questionnaire to determine the nature and extent of the activities which take place to meet the occupational health responsibility. The questionnaire is designed to elicit such information as to how responsibility for the various functions is assigned at the locations, how information is received by local management, how it is used, how the individual employee's right to privacy is protected, how current awareness of legal requirements is maintained, how management keeps up-to-date on newly developing information about the nature of potential hazards, how corrective action is initiated, and what support is received from the central organization. It's not just the answers to the individual questions which are important, but how these answers relate to the overall function. How do they form a rational pattern of operation?
PLANT VISITS
Finally, our health team visits a selected number of operating plants, to verify the information received from the questionnaires and to determine how operating management perceives the policy statements issued by executive management. Is there agreement between what the communicator intended to convey and what the receiver understands? This is very important to the effectiveness of any management program and no less to the management of occupational health.
INFORMATION ANALYSIS
With this information in hand -intended policy, organizational capabi Iities and relationships, and operating programs -our health team develops a data matrix which matches capability and performance with requirements to provide an occupational safety and health profile of the organization under consideration. It is now possible to compare what is with what should be and deficiencies can be identified.
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FINAL REPORT
This insight is used to construct a rather extensive report which includes a rationale, the findings of the health team, and recommendations for each of the elements which should be included in the occupational health program. The policy of the organization is restated in comprehensive form so that the effect of various policy statements is clear. Organizational deficiencies are identified and each program element which should be included is discussed.
PROGRAM ELEMENTS
Program elements will vary in importance from client to client. A chemical company will require a much more complex system to identify and maintain current awareness of toxic substances than will a county government. A company with many small production units will require a different method for performing physical examination than will an organization with large concentrated work populations; an organization with 10,000 employees will require a different kind of record system than one with 2,000. All of these are taken into consideration in structuring the recommendations. But in all cases, the final report is a blueprint for meeting the occupational health needs of that organization.
SPECIFIC TOOLS
Specific tools are also included if required. If a company has failed to develop a systematized procedure for identifying hazards, a Job/Area Classification Survey may be included. If a system to classify jobs by the stresses involved is lacking, a Job Medical Requirements Survey may be provided. Whatever the need, a way to meet it is provided rather than just a statement that it should be done.
SUMMARY
The final report contains no magic or proprietary secrets. It is simply a logical review of what exists with an orderly recommendation of what shou Id be done. To repeat -many times the hardest part of any job is getting started. The purpose of this exercise is to provide a plan and a way to get started. This may seem like something so obvious that it is not needed. But a review of existing occupational health programs dispels that view.
Five years after the enactment of the Occupational Safety and Health Act of 1970, hundreds of thousands of physical examinations are still being performed in a total vacuum; examinations whose contents bear little relationship to the hazards encountered.
Countless laboratory determinations are being provided to personnel officers and plant managers who have absolutely no background in interpreting the meaning of those results. Millions of records are being meticulously kept with no goal in mind as to what purpose they shou Id serve nor consideration for the privacy of individuals. In short, untold millions of dollars are being wasted while the things that should be done are left undone because, to quote." the cost is too high."
Often health professionals are employed by an organization because health crises have developed which force expert handling. The health professional enters chaos and is kept so busy answering fire-calls that there is no time for the orderly evaluation of needs and the development of operating routines required to prevent new crises from developing. Today's crises are being addressed while tomorrow's crises are developing out of routine situations. The health professional is not at fault; rather, executive management has fai led to provide the necessary systems to meet its responsibilities. So long as this situation prevails, there is a need for someone to take the time to develop an orderly approach to occupational health surveillance. When such a condition exists. it is time to call in an independent auditor to provide an objective evaluation of what needs to be done. I t is to provide a ..handle" for getting hold of such situations that we developed our Occupational Health Audit. It offers one way to get the job started. 
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